e

Approved For Rglease 2002/07/10 : CIA- 93
- 77 29 December 1951

MEMORANTUM TOs Assistant Tirector/Personnel
FROM s  Acting Personnel Tirector

SUBJICT $ Frogrese “epart - Personnel Progrsm

1. In scoordunce with paragisph 3 of your memorandum of
12 December 1951 to the Teputy Dirsctor/Administration outlining &
progvan for Lsproverent of the o/er-sll personnel situstilon, prozress
for the month of lecember 1901 1s repcried Lelow,

2, Improved initiml selection and olacement of emplovesr,

&, Reworands ewmphasizing e need for lmproved placemart
provedures hove toon ¢lreulsted to parsonnel eteff membern
goncernad. (Sen Ittaohwenbde 1 anc £.)

be & check Liet for Interview reports has been corpleted
and furnished ench interviewer, (See Attachment 3,)

e CGregter anphesis has besn placed on techniques of
interviewln; snd interview vepsriing in the training of
recruitnent officers,

de Propstures for checkln; luelnces refersnces of zprlls
cante in gredes (8«11 snd over wore put in operavion 2¢ Tecember
1951, (See Attmchmert L.)

as HNew recrulteent offlcers ere receliving individus}
teadning in testing srd cre provided with specisl meruals of
instruction for performing testing in the figld,

f. Hemovarstum dated 16 October 1951 describing the
Diffarential sptitudes Testes m tost profiles (Attechment T)
iDugtrates motorisls pablished to pesist recruitnent end
plavesent officers in the use of tept information, Iivision
Chiafs ir Fersonnel have been instructed to zet up training
sagslorr T thelr stuffs on this topic.

g Initial eteps in test velldation sk rellsbility studies
are underway. Completlon of mueh studies will reguire coordi-
mation with perforpence evelustlon prolects in order to obtain
adeguate criteris for checking the predictive scouracy of the
tapts, Yhether or rot changes A precent teste are noCocHsYy
will depend on {he resulte of thls resesrch,
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Bs FPlaeament follow-up.

Instructions to initiste s regular program of plecement
followeups e contained in the memorandum on Jmproved Placement
Operstions {(fttechrment 1), Appointees entering on duty since
1 Pecember 1001 will le included in the program, It i1n mugrested
that & menorerdur ar aralted in /Attechment & be cirevieted to all
sosistant Thiectors to sovige them of the program, It is believed
thot esuch an explenstlon of the purpose and nsture of the placament
follow-up will result in better cooperetion frow opersting officlals,

3¢ Hore sccurste recralting roguisitions.

&, In sevorderce with atteched memorsrcum (Attechment 1)
regerding dmproved plescement operstions, a comprehensgive review
of recrultuent regueste 1o In prosress in order to detemine
whether or not the positionc may be filled by promotion frem
withdr e

bs On &6 Pecamber 1971, each Placement Officer in Parzormel
Divielon {Covert) was sssigned & iype of position for which he
is to dovelop qualifiestlons specificetions in cooparation with
opereting officlsls, 22 thds sroup is completed, now gssiime
menbs will be mads untdl qualificatlons standerds have been
getabliched for &1l positiong.

Le Performsnce evalation,

4 plan of performence eviluation for use in CIA hes been
developed by a Career Serviee Propren working group. 7he svalustion
form and procedureg for sduinlstering the program will be submitted
i;aégtha consideration »f the Carser Service Committee by S Jamwery

S *

B« Improved supervision of persornnel.

It is recommended thet the Iireclor of Central Intellipence
izsue @ memorandum requesting thet ssecial attentdon be glven Wy
supervisory officiales %» tho problems of esployee utilisstion, #ttache
ment 7 is supgested a8 & draflt proposal of such & mwomorendum,

6, Nore relistle turnover roports.

8s The Fersonnel Sludies and Frocedurss Staff is developing
& Bire accurate reporiing syzten lor turpover statietics,.
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be Specinl sttention in exit interviewe 15 beinpy given to

slieiting the sctual resson for ssparstion,

Attachments:

1y Memo dated 13 Tec £ “Inproved Plsgeament Operstions®
£+« Pergormel Director Memo 10.51: Pfelection of Porgomnel®
Eu Interview Hewort Check List

+ Persormel Director ¥amo 19-8)l: ‘“imployment Cnochig®

5. Memo deted 14 ot 1351:  "Differential Aptitude Testing”
6s Draft memas *Placersnt Followeup Propram®

Te Dreft memor *fuparvisory fHsaponseibilities in Persormel

Hanggesant®
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Chlef, Fersoanel Livision (Lovert) 13 Dscenber 1551

Cnief, Personnel Iivision (Cvert)
foting rovsconel Tirector

Improved Plecement Cperzticons

is The offeciiveness ol wur persgonnel propros ccpends
largely upon the kind of placesent work we su¢ oiug. 7Flace-
ment su.uld be pogsaded as an irternal recraltinent wnd selection
pmca g which, 88 part of the general effort tc socwe the riiht
wman for Lhio right plecs, cperaler as ore of the wel lmportant
factors in redacing ercloyee turnover,

2o  IDmasediatc attentior must be piven to the means for
dmprov.ing owr placement procsdures, As an initisl shop, all
vous uitimont reguigitions for personnel in Grades (S-4 and sbove
are Lo be revieued to determine widch enployess airescy i s
tgency quelify for pramotion to thess vacant positions, A
systematle reviey of the qualificati: . s of pereong currantly
employed will be required in order to releite candidetes for
promotion Lo aveilable vecancies, contingent upoun cuiaining
replacenciis for the persons promoted. Recruitment should
then be prompily initleted to sbtein personnel ss replacemcnis
to £411 ioe positlons frem which emplovees will Le promoted,

‘ 3 & vopuler ppoproam of placenernt follow-ups wust be
initiated, [clvidusd plécemomt officers should coviact both
the employeco amd his supervicsr et 30, (0w, aw (O-dey intervals
followin, entry on duty of new employees. The purpose or such
follow-ups is iv determine whether the employecis pomition
asgigmment is & jood one in termes of his abilily o purform
gatlsfect by rid his general adjustment to tvhs rocuiremente

o of the job. i vhe basis of sach follow-ups, cefinlic deteriie

' pations ghould Le made as to the desirabilit.y ofs

2, Uoteining the employee in his preosunt assigoment,
or

b, ZArrenging corrective action, such zs aining,
vegeslymint, ewployee relations counseling, o separallon
of aumployment,

ks & report of progress made by your Divislon in comnection
wi‘th the ferogoing iz reguested not later then 1k Jenuery 1952,

78/
GEORGE E, MELOON
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20 December 1951
PERSCNNEL DIREQTOR MIZMORANDUM NO. 18«51

" SUBJECT: Selectlion of Personnel

1., The Director of Central Intelligence has recently requested
that all Assistant Directors cocperate in assuring the employment of
wellequalified personnel to the end that the calibre of the CIA staff
be constantly improveds It is jncumbent upon the Personnel Office to
agsist in achieving this objcetive through caroful screening of cane
didates based on the best available information as to the requirements
of the positions to be f411ed and use of every possible device to de-
germine that the candidate does possess the desired qualificationse

2., The pressure of urgent needs for staffing the Agency makes

it easy in our day=towday operations to transfor emphasls from "quality®

to "quantity” in an effort to produce the numbers of new employees
desired, This is to remind all members of the Personnel Office to
continue to give first consideration to quality. The goal remains
nquality in quantity®.

2

Acting Personnel Director

SECREL ——

- w— - —
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CHECK LIST = INTFRVIEW SHERTS

(Supplement to PPD Memorandum No. 30-51)

This check 1list recapitulatea information to bé covered in interviews,

The 1list will serve as a guide in reviewing your interview reports for
completeness but should not be used as a series of queations asked during
the interview,

1,

2,

3.

bo

5o

Edugcation:s Are the following faects shown:

4, lames of institutions attended., .
bo Ulates of attendance,

Co . Major courses of study, :

do Significant extra-curricular activities,

@, Academic honors,

f. Theeis title (if any).

tmployment history: Are the following facts shown:

& Names of previous employers (give sompany namnes)..
b. Names of supervisors wher referencs checke are to be made. :
Co HResults of any refarence checks made, g
d. Types of duties performed, number and kind of employees supar=

viged, salaries received.
8. Reasons for leavin; previous jobs.

Military service: Are the following facts shown:

3. Description of pertinent dutiea performed and length of timo spent
in each assignment. Cive MOS nmumber if possible, particularly in
M.I. field,

bs Branch of service.

Co Dates of service,

do  Final rank. .

€- Training courses or service schools attended,

Foreiyn lanfuage and area knowledges

8. Have you indicated for each foreign language known the degres of
proficiency in reading, writing, and/or speaking? How was knowle
edge acquired? (Native tongue, study, travel, etcs)

bo Uoes applicant have special foreign area knowledge? How was it
acquired? (Residence, study, ctc.) If through residence, indicate
when, how long, and in what capacity.

Foreirn connectionss:

Have you inquired into possible foreign connections and reporéed detailse”

(Country, relationship, eto.)
. CO/VF/DQy
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Unfzvorable circumglances:

Have vou expiained tbe guestions relativs to Hunfavorable cilreums
stances" and recordsd dehails of mny such elemenis?

Peraunal}daﬁas

Have you reported your opinien on the following factorsy

a. Appearance: physical deseription, dress, elto

bo Monner: polse, ease in conversatlon, nervousnecs, alertness, olic.
G, Healths Posgsible disqualifying defects.

do Maturitys {(considered in terws of appllcant’s age and background).

Have you discussed and reported on the followlng:

ae Draft or reserve status.

bo Family sibtustion: number of dependents considered in terms of
possible asslpnments, salary requirements,

¢, Allingness to go overseas; preferances and Limitations as to
area, if any. (Will he po without family, with family, etCo)

do  Job interestas: stated prefersnce of applicant, Have you Indde
enled whether applicant sppears to ba seeking a job or a caraar?
Why he is interested in CIA?

€, ‘hen will the applicant be available for duty?

£, For MM candidates: is a.plicart willing %o undergs jump trainig?

Other inforustlon:

lave you mentioned any other fuck, impression, or opinion which would
be of valuge in plscement of the applicant or would help to present
hinm as an individeal?

Personnel pools

I applicant is being eonsidered for a aslerical-type posltion, heve
you discussed assigrment %o the personnal peol with him {conditions of
asplgoment, type of work done in peol, atte)?

Zyaluabions

Have you given your ovar-all evaluaiion of the appliceni?

decormendatlionse

Have you indicated your oun recommendations as to the applicantis
potential asefulness to the Agensy with specific Job suggsatlong whei
possible? Are reasons for selection or rejootion clearly stated?

Approved For Release 2002/0%/19 $GlAZRDP78-05939R000200030018-6
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2C Decembter 1951

PERSOIIEL DIARCTOR MiTORAHNUM NO. 19«51

SQUBJEST:  tmoloyment Hecord Checks

La Cuccesafvl selechicn and placement are achicved when there iz a nroonsm
mebehing of Jjobs and peopls, or stated more precisely, when jobs match the copow
gities of the indivic m]s assigned to them. If the employee’s Jjob calls foy
abilities that he doos not have and cannot develop, the result is poor produc-
tiom, inequitable shifts of workload to cthers, frustration, job dissatisfacuion,
and somebtimes a weakened acministrative structure. Om the other hand, when the
Job ealls for only @ fractional part of his ability, the empioyee is apt to dae
veiop a general zttitude of dissatisfaction, freguently expressed in the fors of
assumed grievancss against the Agency in general and his supervisors in partisular.

2, The matching of jobs with the capabilities oi employees requires sk:.lu‘ii
analysis of md;nrl(iunils‘ nualifications (abilities, skills, intercsts, and u:wx_.m)
in terms of the requirements of the individual positions. The correctness aof
this appraisal depends largely upon the information g% hand. In the past ihe
selection and plscenent of new employees resulted mainly from infermatiion s
by %he applicant on the Personal liistory Statement, topether with interviewy omn-
ducted and recorded by ropresentatives of the Parsonnsl Office, and occasionally
by operating officiale. Although these arc essentinl elements in any seleciion S
and placenent program, there should be full recocnition of the need for supples o
menting these appraisal devices. .

3, A good * aper record", as reviewed on a Personal History Statement, 1s o

no assurance that the ampil.w.c:;en+ possassed or developed the knowledge, skills,

and tralts neceded on past assignments, and the placement officer is not "safe®

in assuming that the spplicant adequately served in these assigrments, The Iimi-
tations inherent in interviewing likswise dictate the need to draw upon supple-

mentary sources of information, whersver this is possible. In this connectimm
we are endeavorirg to i.prove and to broaden our testing activities as measuvrss

of aspilicants?® queﬂ ities.

lta. The employment record check is another device for obtaining infornmation
to be used in appraising sn applicant's qualifications for assipmment to a pare
ticular position. The employment record check is a contact made with one or mors
of the applicant's provicus enployers in order to obbain pertinent data regavding
the general charscter of the applicant's service with these amployers. Uffective
26 December 1951, this type of record check will be wmade for each applicant cons
tached by a field recruitment officer where the latter Lelieves that the indi-
vidual should be considered for Agensy sppointment to a position in GS=11 o
sbove. Exceph in unusual circumstances, the information obtaired from such rac
ord checks should be forwsrded with the interview reports. When the initial
interview is conductzd in lUashingbon by interviewers of the lspartmental iiec"’*uitm
ment Section, Persomiel Procurement division, or by members of either the Pevsomne

Approved For Reléash Bol2h#1B Icih Riip78-05939R000200030018-6
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Livision (Overt) or the Personpel Division (Covert), it will be the responsibility
of the person corvlucting the interview to make the record check if the applicant
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i3 ovherwise regarded suitable for employment.,

5e Contacts will not be made with an applicantts present, employer., Cenere

ally, at least two previous employers should be contacted, unless (1) this ree

quiremernt conflicts with the limitation against checking with the current employez.,

or {2) the applicant has not been previously employed. As many contacts should

5
By o
3

as pessible

C made as are required to satisfy the recruiter or interviewer that as accurate
a picture is developed re
characteristics, Within the near future a special form will be available to serve

garding an applicant's qualificationg and

as a gulde for, and record of, these checks, In the meantime, the information

ottained will be stated on letter-size paper, The name and position of the person
contacted, as well as the company name and address, will be shown in every case.
cending issuance of the new fornm, the following questions are listed as puides fou

zhe kind of informetion which should be sought:

2

ba

ke

Ils

Hd the applicant work for your organization?

“hen? |

“hat type of work did he do?

Yhat was his éalary?

Did he advanee in this position with you?

“as his work satisfactory?

whet special talents, if any, did the applicant possess?

Yhat difficulties, if any, did the goplicant have in performing
nis work?

vas the applicant more skilled in "doing" things personally or
in guiding or supervising the work of others?

tlow successfMml was the applicant in carrying on negotiations with
persous in other divisions of the company or in othep firms,
agencies, ebe,?

2o you low what the applicant's working associates think about
nim?

«hat "Lomperamental® traits, if any, did the applicant display?

bid hs lose any time because of poor health?

CONFIDENT

A W Ees amn was o

iy
i

L
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ne What were his reasons for leaving?
0, Vould you rehire the epplicant? If not, why not?

P, Indicate on the report whether contact was mads by telephcne or
personal visit and vhether connection with CIA was revealed.

6. Although the employment record check is fairly valuable in checking
about applicants, it has several limitations. These problems must be recognized
to it the information obtained into proper perspective for selection purposcss
For example:

a. In large organizations, the inquiry is often channeled to clerks
i wo can give only a superficial response.

b, Some former employers h951téte reporting adversely against a
former employee for fear of prejudicing his reemployment oppore
tunities.

¢, Fersonality clashes between the applicant and the former em-
ployer may disproportionately influence the latter's comments,

7. Uherever possible, the employment record checks should be made with the

applicant's immedlate supervisor. The contact is to be b telgghone Or in person.

The value of the record check will be increased as concrete questions are asied
about the applicent; rather than soliciting general impressions. Skillful gquerye
ing will often disarm the individual who is reluctant to express anything adverse,
In addition, the recruiter or interviewer making the record check must be fair

to the applicant. If the information obtained justifies the conclusion that the
applicant is not suited for the positlon originally considered, his qualifications
for other fields should be considered. The man who is maladjusted in one ocorpa=
tion may be successful in other Jobs involving traits in which he is superior.

Acting Persommel lirecutor

CONFIDENTIAL
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il ¢ Pleswement snd Froourement OfUicers DATE: 6 Jocoimr ¥l
Via + Chief, Perscnnsl Divisien (0)
FROM Chief, Testing Braneh

SUSJECT: Differential Aptitude Testing and Profile Report of Performance

Yo ir order that °lacement nndi “rocurement Officers wiil bs-
Pully informed with rezard %o testing services for appliosnts and
smployess, this memorandum, aupplementing our memorandum ot is Janu-
sry 1951, subject, "Dissemination of Information Relating %o Testing
Progedures,” has bosn vrepared &s a deseription of the fectorial
nature of the sptitude tests administersd by the Testing Tectlion
af thiz Branch and, corollarially, as & review of the fundamsntal
appliications of the profile method purrently used for repcriing
ngat results.

. AFTLTUDE FusT BAT0<wian:  Authorities in the ield of
mental Hesting beva lomy v¥ecoraized that mental ability is oom-
sosed of many kinds »f mental rotivity and that savaral leshs
vielding separaste scores on tns different areas of menial gottvity
ara of meore walue in - uldsnce snd selection procssses Lthan one
somposite score guch as %ne lotelligence Quotient scordg.  Saveral
separate scores oan indicgte both strengihs and waakrnessas 14
specirTic areas. The tests used by the Testing Section nhave beon
selected in sonformity with this factorial approash. this method
iz particularly well illustratsd by the Differential Aptituds
Tests used for wlerisal snd administrative persons. The Differen-
%ial Aptitude Tests are deszigned toward multinrle measurement of
multiple abilities for rurposes of puidance and employment salec-
tions They are essentielly power tests as opposed te speed tests,
und are possessed of low intercorrelations te assure measurement
wf disorete aptitudes as nuch as possibls.

%, PUBLISHERSY NORMS: These, then, are the basic theories
upon whioh differential tosting is built. The next step in a
Atecussion of tests is, of gsourse, the treatment of scores. A raw
score which states briafiy the number of items correctly answsred
after the scoring operation has bean'performed is of little use
i 1taelf, sven if the reviewer of the score were well acquainted
with the number of possible anawers and scoring progedures on each
tost. He still would be confronted with the need for comparing
the raw score with scms soale to indicate whether it is considered
s good or poor periormance for that test., This is the function of
s pesrcentile soore. A percentile score shows what percentage of all
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the peopls taking the test made better scores and what percentaje

mado poorer scores than the individual in question. An individual,
tnen, whoae rew acors olsces hiz in ths 50¢h percentile, is in the
middle of the tortal pooulation sswing the test, since 50% of these

Cid

Baxing tre Sest perforsAd fwibar vl W% nonrar.

T T S S X T T SR Sy e g‘é‘f"iv}r’ bo tne sesclos fagiiisies
nere ob AT erseanile uorns based ou s 138h grade population
were compiled by the publishers of the Differentiasl Aptitude
Tasts for sach test. Every individual's raw score for every
tost is oonvertsed into a percentile soore for purposes of som~
perison with the totsl 1l2th grade population that took the test
(standardization population). This oan also be said of per-
oentile renkas for all other tests administerad by the Testing
Section but, of sourse, the population on which aach tost has
‘besn standardized varies with the test.

bo Carrying the techniques of comparison still further,
the Testing Section elt that somes means of comparing an ine
dividual with othere tested by CIA at his level was necessary.
Accordingly, a mean CIA score has heen computed for sach test
for sach grade lsvel from GS8-2 through G35=8. ¥With these moan
or average soores, it is possible to ses how (by the percentile
soore) the individual®s performancé compares with all others
{publishers sample) taking the test and how (by the mean scors)
he compares with ail applicants and employees tested by CIA
for his type of position at his own grade level. .

4, PRIFILY REPORTSs Therefors, as a graphic przsentation of
these two compurisons, the Testing Section has employed the profile
as its instrument for reporting test results. Shown on the profils
je a parcentile scale ranging from O to 100 and & list of tests in
the particular battery used. The profile selected for the individual
has printed on it the CIA mean scores for each test at his partioular
grade level. Ths individual®s percentile scores for sach test are
then plotted on the profile in red, o that his performance in refer-
snoe to the total population taking the test is apparent. His pere
formance in referene te his own grade level at CIA oan be seen by
poting the relution of the percentile soore in red to the mean CIA
gcors in blaok printed on the profile. These two comparison proce-
dures formulate the picture of degres of ability for each test.

The next process in the use of the profile is the evaluation of total
performance in relation tc & partioular individual's qualifications °
Por & pertloular type of poaltion.

bBbe EVALUATTON OF PROFILES FOR CIA POSITIONS: EBach type of
position, often each particular position, has its ocwn qualification
requirements. Under current personnel sslection procedures ‘spacifis
requirements characteristic of the diverse typas of CIA positions
cannot be known in detail by the Testing Section. Further, it would
not be feesible to attempt pin=point testing of abilities peculisr
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%5 oneh authorized position in this agency. Therefore, the dilfer-
ential approach, as outlined in the discussion above, has been
edopted for soocommedating the large numbers of applicants referred
to this Branoh for testing. Under this procedure, measursmen® ia
made of a limited number of significant general and gpecific aptl-
tudes and skills which are relatively common %o a wide rangs of
positionss A Plaocement or Procurement Off'icer who is well in-
formsd as to the requirements of a certain specific position and
who understands the true meaning of a test performance profils can
adsquately evaluate the 1ndivudal's worth as indioated by.tests.
Inherent in this process, of oourse, 1s a zeneral knowledge of tha
ares coversd by the tests used, as discussed in the memorandum of
1% Janusry 1951 from this Branoche.

6. In conclusion, certain potential pitfalls existing in this
or any testing program should be noted, Speoifically, for thie

‘program they sre as followss:

2. The construotion of the profiles must be fully understood.

if there is any doubt about the meaning of sooraes, the profile
18 useless to ths person reviewing it.

b. The differential approach to testing cannot operate

sucoeesfully unless each person using test results under stands
ts theory. This is necessary to avoid the grave error of

seeking applicants who stand very high on the scale in aver
test. With a battery of tests whose interoorraletion ig low,
deliberately ao, the basic asgumotions are that %the average
tndividual will not do wsll in every aptitude tested and that
svery position requires proficiency in a different combination
of these tests. Therefore, a general knowledge of the %tests

used is necessary in conjunoction with familiarity with specific

job requirements for proper weighting of tests in evaluating
perlormance.

6. An understanding of the fact th:t tests can be of greus

#id in personnel selection and placement is needed, but this

must be tempered with the realization that no competent authority

would advise the use of tests as the only oriterion in any
situstion. The scores on the individual tests, taken by them-

selves, provide useful informationj taken as a group of scores,
they take on sdditional meaning. They must always, however, be

used in the framework of all known data about the individual
snd the position.
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HEMORAMDUM TCr A1l fesistant Tirectors

FioM t Deputy Idrector/Administration
SUBJECT ¢ Placement Followeup Program

1+ In order tc inmereese ihe effectivensss of personnel
ubilization, the Personrel 2ffice hee instituted a procedire for
placement followwvpe of new smployeess Thia process is designed

_to evaluste the edeptelility erd cepecity of new emplovess to
perforn the dutiep srd responeibilities of thedr mssigrments

ﬁﬁﬂu&m}{fv

2. To carry cut tne £olloweup prograw, individusl plecemeit
poople from the Persorvel Office nave been charped with the
remonaibility for cortecting both nev enployses and their
supervisors within 50 days alter the employses nheve completed
training. Upon the bagle 2f the facte secartained from these
interviews, corrective asction will be tsxen wisnever the need
de apparent to reassipn, traln, seprrste, or otherwise increase
the effectiveness »f =mylayaaa,

Je  Since ths afficiaoagy of soployesy is largely deperdent
upon the kind of placemmt actdrity 1aliizlly wdertakeon, the
gooparatlon and assisteuce of operatln, of7isials is reguested
in order to assure tho mceupa of Lhis prograu.

FALTER XuID 1oLy
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